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Learning Objectives of this Chapter are:

» To know the meaning and definitions of leadership.

To understand the concept and Signific:;;xéé of leadership.
To identify the importance of leadership.

To study the Leader vs. Manager.

To study the characteristics of leadership.

To identify the various studies on leadership characteristics.

To explain the difference between the leadership and management.
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To know the difference formal and informal leadership.

INTRODUCTION

Human beings are the most precious part of the organisation. In the organisation, effectiv
utilization of the capacity of human resources depends upon management. Management can g¢
the results from the people in the organisation in two ways: (i) by exercising authority (ii) b

winning support of the people. Out of these, the second method is better as it has a la§ting effe
over the people’s motivation. However, it is only possible when a manager becomes their leader, :

the real sense to influence their behaviour in desired direction. This leadership is an essenti
and play a vital role

ingredient for successful organisation. It is an integral part of Managementd x At
Managerial operations. Success of any organisation depends upon the dynamic

tadership,
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2 : Leadership and mManagerecin

MEANING AND DEFINITION OF LEADERSHIP
Leadership is an influencing process. It is an important element of direc_ting process. To get
things done by subordinates, the manager has to lead and guide their activities. Leadership is 3
y influencing the working behaviour of

study of influencing the behaviour of subordinates. B DK viou
subordinates, the manager directs it towards the accomplishment of organizational objectives,

Leadership is required in every organisation, the success or failure of an organisation to the great

extent depends on the quality of leadership particularly on the part of top management. It is true
alities of leadership but if he has leadership qualities

that the manager can manage without having qu ' :
he can manage efficiently. In this regard Peter Drucker has rightly pointed out.that the managers
f any business enterprise and most of the

or business leaders are the basic and scarce resource o A
failure of the business establishment has been attributed to ineffective leadership”. It is because by

using leadership qualities the manager develops vision about organisation and directs the activities
of members in that direction. The managers at every level or organisation are expected to be
leaders of work group so that subordinates may carry out their jnstruction and accept their
guidance'. Thus, leadership is the study of leader’s influenced over the thoughts, feelings, opinions,

beliefs, attitudes and action of the followers.

Many authors have defined the term leadership and some of the important definitions are

given hereunder:?

#,

Box 1.1
Leadership is “influencing people to follow the achievement of common goals. It
is the ability to exert interpersonal influence by means of communication towards the
achievement of goals” - Koontz O‘Donnell.

“Is a process of interpersonal Influence by which executive or manager influences
the activities of others in choosing and attaining given goals”. - McFarland.

Leadership is “the ability of influencing people tc; strive willingly for mutual

objectives”, — Terry.
“Leadership is the relation function between an individual and a group around
some common interest and behaving In a manner directed or determined by them”.

- Encyclopaedia of Soclal Science.
Managerial leadership “is a process of directing and influencing the task related
ictivities of group members.” - Ralph M. Stogdill.
A more recent definition of leadership is as follows:

“Leadership is the process of influencing and supporting others to work
nthusiastically towards achieving objectives”,

An analysis of these definition brings certain features of leadership, which are as follows :’
1. Leadership is a continuous process of behaviour; it is not one-shot activity.

2, .Lea.dt.ership may be seen in terms of relationship between a leader and his followers
individuals as well as groups functioning for common goals.
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4. The followers work willingly and enthusiastj
) 1asticall “hi )
no coercive force, which induces the followe:‘s Zot(:v?;ileVe those goals. Thus, there is

dership give i i
5, L;in " l;;agder: ar]j ezpe.uence of help to followers to attain common goals. It happens
W ) = eels the importance of individuals, gives them recognition, and conveys
them about the importance of activities performed by them

6. Lcad;rshm lsfex_ermsed in a particular situation, at a given point of time, and under‘
s?ec1 ic se.t o .urcumstances. It implies that leadership styles may be ditferent under
different situations.

CONCEPT AND SIGNIFICANCE OF LEADERSHIP

The concept of leadership has undergone a sea change from the concept of ‘born-leader- to
‘situation-leader’ and to effective leader. Views, assumptions and theories of leadership have changed
significantly in recent years. Business and industry have set managers more as leaders to achieve
the challenges. The quality of leadership*ptévided by the managers determines the degree of success
of business. Some people are born leaders afid need little training or development. But many
managers do not born with qualitative leadership skills. They need training and development to-
develop leadership skills. However, born leaders can be more efficient with little training. *

For example, Mahatma Gandhi, Jawarharlal Nehru, Indira Gandhi Jamshedji Tata and
Dheerubhai Ambani belong to the born leaders category whereas Vikram Singh of Hindustan
Aluminum, N.R.Narayana Murthy of Infosys Technology and Parthasaradhi of Hindustan Lever
belong to the ‘made leaders’ category.

Leadership is an important part of managing process. The manager becomes more effective
and efficient if he is a good leader. Without having the qualities of a good leader he may find it
difficult to direct the activities of subordinates for achieving organizational objectives. More so,
he success, development and growth of an organisation depends on the leadership qualities of its
nanagers. Significance of leadership can be understood on the following grounds: *

1. Directing and motivating the subordinates: Leadership helps in motivating the members
of the group to work for the accomplishment of objectives. Leadership may be regarded
as an important factor in directing and channelising all energies of the employees in this

. direction. The leader created an urge among the employees for higher performance. Ir
the words of George Terry “the will to do is triggered by leadership and lukewarn
desires for achievement and transformed into a burning passion for successfu
accomplishment by the skilful use of leadership”. Thus, it is only with the help of effectiv
leadership a sense of belongingness, loyalty and commitment can be created among th

employees working in an organisation.
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4 : Leadership and Management

Managers can secure high-level co-operation ¢
hen they are good leaders, as a leader Manage,
enthusiastically. To seek maximum co-operatigy
rking behaviour and makes it more comfortable

2. Getting cooperation of employees:
employees for achieving objectives, W
persuades his subordinates to work more
from the followers, he modifies their wo
and meaningful for achieving organizational goals.

3. Creating confidence among employees: By providing guid'elines an: ]suprpolrt to his
employees he creates confidence among the employees. He provides p.syc 0 9g1ca S;.p.pfm
and spirit of enthusiasm among the followers so that they can realize their capabilities

and potentialities.

Creating conducive work environment: Leadership, primarily aims at creating congenial
and proper environment in work setting so that the employees can mfake _maxnmum
contribution for seeking the objectives of the organisation. The leader maintains rapport
with the followers and has reciprocal relation with them which helps in creating an

4,

environment of mutual help and trust.

5. Introducing change: Leadership also helps in introducing change in the organisation.
The managers who has the qualities of leadership finds it easy to convince the employees
about the positive effects of change to be introduced and thereby reduces their resistance
to change. He takes them into confidence and seeks their full cooperation for implementing
the change. Thus, the leader may be regarded as change facilitating agent in the

organisation. ‘

6. Following discipline among members: An effective leader has qualities to get his orders
and instruction followed by the members. He always attempts to produce goal-directed
working behaviour among members and forces them to work in a disciplined manner. He
does not exercise an authority but shows exemplary character to maintain discipline,
ultimately to achieve the common goals.

7. Representing the members: The leader is a representative of members to lead the
people. Although, he makes all efforts for directing the behaviour of members towards
the accomplishment of group goals, but he also takes care of personal interest of the
members. He attempts to protect and promote their interest and integrates it with that of
common interest.

Providing satisfaction to the members: One of the important characteristics of leader
is to provide satisfaction. Characteristics of a leader is to provide satisfaction to his
membeérs. The real and effective leader is capable of satisfying personal needs and wants
of the members in order to motivate and maintain team spirit of members. Thus, leader
has capacity to solve the problems and difficulties of the members.

o

IMPORTANCE OF LEADERSHIP

conti Leadership is an important element in the process of directian in any organisation. It is a
inuous effort of the leader to influence his employees. It is an essential ingredient for successful
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- on. Throughout the history, it
e, whether in a war. a pOIi{icalhas been recognised thar the difference between suce
iy .l dership. The movement, a business, or a team g b cees
eade . success, ! ame can be attri
argel o ualities of its managers T:elvebpmem and growth of organisation de en:mlbu‘;d
leade“h'p q gers. 1he importance of good leadership can be discusspd sf 01? .
sussed as follows:

| Motivating and guiding subordinates.
Securing co-operation of the employees.
Creating confidence among the employees.
Maintaining discipline among the employees.
Developing morale among the employees.
Implementing change.

Representing the employees.

@ =N N W

Developing the morale and job satisfaction.

Motivating and gu ding subordinates

oy - | 20378

Le iph s motivating the members of the group to work for the accomplishment o s
the objectives. Leadgrs_hlp may be regarded as an important factor in directing and channeiising‘ all
energies of the members in this direction. The leader creates an urge among the employees for
higher performance. With the help of an effective leadership, a sense of belongingness, loyalty and

commitment can be created among the employees working in an organisation.

securing co-operation of the emp oyees
Manager can secure wholehearted co-operation of employees for achieving objectives, when
he is a good leader. As a leader the manager persuades his subordinates to work enthusiastically.

Creating confidence among employees
By providing ready help, guidance and support, the
and zeal among the employees.

leader successfully creates confidence

aintaining discip ine among emp oye
Le P rily aims at creating ia
that the e make maximum con n

ren ent in work 50
the ves of an or on.

Developing morale among the emp oyees
An effective leader has qualities to get his orders and instruction followed by the employees.

He always attempts to produce goal-directed working behaviour among them and f-orces them to
work in a disciplined manner. He does s0, not by exercising an authority but by showing exerp.plary

character and maintaining self-discipline and self-restraint.
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Implementing change

Leadership process provides proper m
in the group. Leader uses his skill, innovutiv'
the members into confidence for implementing t
facilitating agent” in the organisation.

echanism for bringing about and implementing change
eness and creativity for discovering changes and takes
hem. Thus, the leader may be regarded as “Chunge

Representing the employees |

The leader is a representative of employees led by him. He also takcs.care of p iSo
of the employees. He attempts to protect and promote their interest and lntc.:grates 1.t with that of
common interest. Thus, good leadership is essential in all aspects of managerlal.functlons, "Yhefher
it be motivation, communication or direction. Good leadership ensures success in the organisation,
and unsatisfactory human performance in any organisation can be attributed to poor leadership.

ersonal interest

Developing morale of the employee

The leader will help the employees to increase the morale and job satisfaction among the
--employees:-He creates job satisfaction among the employees based on the effective ggi’qve!'ines and
directions. Leader also helps to solve the various problems of employees. Leader will ir}teract
frequently to know the satisfaction and dissatisfaction about their jobs.

LEADER vs. MANAGER

The leader in the new millennium like Mr. Bill Gates of Microsoft, Dheerubai Ambani of
Reliance Petrochemicals have created new external environment in the competitive corporate world
but the managers in the past like Mr. Krishna Murthy of Maruti Udyog Limited ran the business
under the relatively stable environmental factors.

As Bennig put it, “To survive in the twenty-first century, we are going to need a new generation
Of leaders — leaders, not managers. The distinction is an important one. Leaders conqueror the
:ontext — the volatile, turbulent, ambiguous surroundings that sometimes seem to conspire against
1s and will surely suffocate us if we let them while managers surrender to it.”¢

Thus, managers surrender to the external environment, while leaders fight with the environmen
nd create new environment. Theorists and practitioners are differentiating the leaders fron
1anagers only in recent years. This is more so, particularly after globalization and liberalization 0
orld economies. Abraham Zalenznik argues that leaders and managers are very different kinds 0

sople. They differ in motivation, personal history, etc, Managers tend to be impersonal toward
als while leaders take active and personal attitude towards goals.’

J Mapa'lge'rs tend to vif:w work as an enabling process while leaders work from high tas
positions, seek out risk and danger when opportunity and reward appear high

* Managers work with people while leaders re

late ideas to pe ' o e 0
empathetic ways. people in more intuitive a

Scanned with CamScanner



The Concept of Leadership > 7

o Managers cope up with change, whereas leade
and direction for the future, &

Leader only influences the people.® The differ

presented in Exhibit 1.1.

rs bri
S bring change. Leaders develop a vision

g‘ement like planning, organizing, directing
efer all the functions of the management.
ence between Manager and Leaders can be

: m— 1.1 The Difference Between Leader and Manager

-
Manager

Administers
A copy
Maintains

Focuses on systems and structures

WARAI DLl Koner

Relies on control - resrpmmrenpisieey
Short-range view
Asks how and when

Eye on the bottom line

Imitates
Accepts the status quo
Classic good soldier

Does things right

~ Asks what and why

Leader

Innovates

Orginal

Develops

Focuses on people
Inspires trust

Long-range perspective

Eye on the horizon
Originates
Challenges the status quo

Own person

Does the right thing.

Source: Warren G. Bennig, “Managing the Dream: Leadership in the 21* Century,”
Journal of Organisational Change Management, Vol.2., No. 1. 1989.

QUALITIES OF A LEADER

A leader has certain inherent qualities and traits,
ole to influence the people. Some of thes

1. Physical Features
Intelligence
Emotional Stability
Human Relations

Empathy

Objectivity

e traits according to Stogdill are as given below:'°
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7. Motivating Skills
8. Technical Skills

9. Communication Skills

10. Social Skills

1. Physical Features

Physical feature of a man determi

ned by heredity factor. It is the transmission of the qualitieg
from ancestor to descendant physical features of man includes height, weight, physique, healt

and appearance. To some extent these are important for leadership.

2. Intelligence
High level of intelligence is required for an effective and successful leader. It is expressed ip

terms of mental ability and natural quality, which is related to brain. It can be increased through

various training programmes.

3. Emotional Stability

A leader should be free from bias. He is consistegt,in action, and retrains from anger. He
shouled be well-adjusted without having anti-social attitudes. He is self-confident to solve the
problems based on the situations. Thus, a leader should have high level of emotional stability.

4. Human Relations
A leader has to maintain good human relations to influence the people according to his

objectives. The leader also requires understanding the behaviour and knowledge of the people and
satisfy their needs. The leader has to maintain good human relations with all the employees working

in the organization for the success of his leadership.

5. Empathy
Empathy is understanding the things and situations from others’ point of view. A leader has

to observe the things from others’ point of view for the success of his leadership. Empathy
requires respect for the other persons, and their rights, beliefs, values and feelings. Thus, empathy

is essential for the leader.
6. Objectivity

Objectivity relates to relevant facts and information. The leader has to assess these without
any basis or prejudice. Objectivity should be based on his relationship. Thus, a leader has to make

clear objectives is for the success of his leadership.

7. Motivating Skills

| A leader should require qualities to motivate his followers. Motivation of employees will helf
to improve the performance for better results. Motivation may be financial or non-financial. Thus
leader has to motjvate his employees to do work effectively and efficiently for the success of hif
leadership.
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10 : Leadership and Management

8. Technical Skills

A successful leader should have the
make decision control and co-operation. All these will h

ability to plan, organize. delegate. ana.lyse, seek adviCQ"
elp to compete leadership. .

9. Communication Skills
eas effectively to his followers

A successful leader should know how to communicate the id
lifully and in stimulating process for the success of hiy

A leader has to send the message ski
leadership.

10. Social Skills
A leader has to understand the strength and weaknesses of his people. He has the ability y,

co-operate the people to do the work. Thus, successful leader requires social skills.

Though all these qualities contribute to the success of leadership. Successful leader in equg
quality may not possess them. The above list of qualities may be suggestive and not comprehensive

: The above traits are not universal in nature, nor all the leaders have all {t_h‘ese traits. Not a]
"% these traits work all the time. Some of these characteristics are-different frofﬁ‘lé@der to leader. The
léadership behaviour is directly related to individual and group work activity, loyalty of the group,
absence, turnovers and employee morale. These are some of the indicators, which to some degree
reflect the effectiveness of leadership behaviour. Thus, all these qualities may be suggestive and

not comprehensive. ‘

DIFFERENCE BETWEEN LEADERSHIP AND MANAGEMENT"

' Leadership and management are related but they are not the same. A person can be an effective
manager, a leader, both, or neither. This is due to the fact that leadership differs from managemen .
on some aspects. Many researchers have studied, both the leadership and management concepts
They have concluded that leadership differs from management in terms of the emphasis that is pu
on four attivities — creating an agenda, developing a human network for achieving the agenda
gxccuting plans, and outcomes of activities. While leadership emphasizes change in these activities
management believes in status quo. Stephen Covey, a consultant on developing leadership, ha
emphasized the difference between leadership and management as follows. ! (See box 1.3,1.4 and (

1.5). .

Leadership is a process that is similar to management in many ways. Leadership involves
influence, as does management. Leadership requires working with people, which managemen
requires as well. Leadership is concerned with effective goal accomplishment and so is management ¢
In general, many of the functions of management are activities that are consistent with the definitio*
of leadership we set forth in the beginning of this chapter. But leadership is also different frof
management. While the study of leadership can be tracked back to Aristotle, management emety
::ounc(ii the turn of the 20" Century with the advent of industrialized society.vige =~ meHT

cated as a way to reduce chaos in organisations and to make them run moféset  ivé¥y
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efficiently. The primary functions of management, first identified by Fayol (1916), were planning,

Box 1.3

1. Leadership deals with vision - keeping the mission in sight - and with

. Leadership focuses on the top line; management focuses on the bottom line.

. Leadership inspires and motivates people to work together with a common

. Leadership: emphasizes transformation aspect and, therefore, transformational

effectiveness and results. Management deals with establishing structure and
systems to get those results.

Leadership derives its power from values and correct principles, whereas

Management organizes resources to serve selected objectives to produce the
bottom line.

visi?n and purpose. Management involves controlling and monitoring results
against plans, identifying deviations, and then planning and organizing to solve
the problems.

leadership emeérge. On the other hand management focuses on transactional aspect

and, therefore, transactional leadership emerges.

Box 1.4

ANAGEMENT LEADERSHIP

Produces order and consistency” “Produces change and movement”
rlannlng/ Budgeting Establishing Direction
! e Establish agendas ¢ Create a vision
‘ o Set time-tables o Clarify big picture
E e Allocate resources o Set strategies
;Drganlzlng/Stafﬂng Aligning People
'; e Provide structure ¢ Communicate goals
j e Make job placements o Seek commitment
| e Establish rules and procedures e Bulld teams and coalitions

i:ontrolllng/ Problem Solving

Motivating and Inspiring

o Inspire and energize
« Empower subordinates
o Satisfy unmet needs

Develop incentives
Generate creative solutions

Take corrective action

Source: Adapted from, A Force for Change: H

1990, New York: Free Press.
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of management with the functions of It:adershi

ions
milar (Box 1.3). The Ove”idip'
N

f the two are quite dissi
d consistency to organisations, whereas the Primg
ement is about seeking o,

In a book that compared the funct
Kotter (1990) argued that the functions O

function of management s to provide order an
function of leadership is to produce change and movement. Manag s
and stability; leadership 18 about seeking adaptive and constructive change illustrated ip By,

1.3, the major activities of management get played differently than the activities -of leadership
While different in scope, Kotter (1990) contended that both management and leadership are essﬁntiﬁ
if an organisation is to prosper. For example, if an organisation has strong marTagejmem With
leadership, the outcome can be stifling and bureaucratic. Conversely, if an organisation has sty
leadership without management, the outcome can be meaningless or misdirected change for changy,
sake. To be effective, organisations need to nourish both competent management and skill,

leadership.
Box 1.5 Differences between Leadership and Management DR
Sl. No. Factors Leadership Management =
1. Source of power Personal abilities Authority delegated
2. Focus Vision and purposé Operating results
3. Approach Transformational ' Transactional
4, Process Inspiration & influencing Directing and controlling
5. Emphasis Collectivity Individualism
6. Futurity Proactive Reactive
7. Type Formal and informal Formal
8. Progress Innovating Planning & organizing

FORMAL AND INFORMAL LEADERSHIP

Leadership is broadly divided into two types: 1. Formal Leaders, 2. Informal Leaders. T
formal leaders are appointed or elected based on official authority. For example, anyone who
appointed to the job of a manager is also given the authority to exercise formal leadership i
relationship to his subordinates. Similarly, a formally elected leader of a country or a state acquire
the authority of leadership and in giving directions to the country or state. Informal leaders %
exercised the power based on their interpersonal influence. They are not designated any authorit
or power. They emerge in certain situations because of their intelligence, skills and knowledgt
Informal leaders generally influence the people based on the influencing capacity.

The informal leaders use interpersonal influences in a group without designated authority?
power. These leaders are not officially elected. These leaders emerge in certain situ'ations becaus
°_f their charm, intelligence, skills or other traits and to whom other people turn to for advict
direction ?nd guidance. Religious and civic leaders fit into this category. Successful manage’
who errc}sc their given authority in a formal way are also capable to exerCisi'n inf [ Jeadershi
relationships with people both within as well as outside the organisation e
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tings for the first three characteristics, which help eXply,
e. on the characteristic. Articulate, the leader Fileg
bservers. On the second characteristic, Perct:p“wt
an others. On the self- “"”fideni

The example above provides ra ]
how the questionnaire can be used. For examp

himself or herself significantly highcr' than the 0 | =
the leader rated himself or herself subslantlally’ oufe A eada i,
characteristics, the leader was quite close to others’ ratings of his

naire. The purpose of the instrumentis to give y,

ratings on this question neistog
There are no best g luate areas where your perceptiong are

a way to assess your strengths and weaknesses and to.eva
congruent with others and where there are discrepancies.

CASE STUDY ON LEADERSHIP CHARACTERISTICS

A Remarkable Turnaround |
Carol Baines was married for 20 years to the owner of the Baines company until he lost hjg

life in a tragic car accident. After his death, Carol decided not to sell the business but to try to ryy
it herself. Before the accident, her only involvement in the business was in informal discussiong
with her husband over dinner, although she has a college degree in business, with a major iy

management.
Baines company was one of three office-suppliers in-a city with a population of 200,000
people. The other two stores were owned by national chains. Baines company had stable sales of
about $200,000 a year, serving mostly the smaller companies in the city. The firm had not grown
in a number of years and was beginning to feel the pressure of the advertising and lower prices of

the national chains.

For the first 6 months, Carol spent her time familiarizing herself with the employees and the
operations of the company. Next, she did a citywide analysis of those companies that had reason
to purchase office supplies. Based on her understanding of Baines’s capabilities and her assessment
of the potential market for their products and services, Carol developed a specific set of short-
term and long-range goals for the company. Behind all of her planning, Carol had a vision that
Baines could be a viable, healthy, and competitive company. She wanted to carry on the business
that her husband had started, but more that that, she wanted-it to grow.

Over the first 5 years, Carol invested significant amounts of money in advertising, sales, and
services. These efforts were well spent because the company began to show rapid growth
immediately. Because of the growth, another 20 individuals were hired at B Sines

::(l:emotherapy. Although the side effects included losing her hair and being very tired, Carol continued
Un;r::nt;ies ttrhe c:mpany through.out the ordeal. In spite of her difficulties, Carol was successful
ength of her leadership, the growth at Baines continued for 10 consecutive years.
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LEADERSHIP TRAIT QUESTIONNAIRE (LTQ)

Instructions :

T » . . .
he purpose of this questionnaire is to measure personal characteristics of

| leadership. The questionnuire should be completed by the leader and five individuals who are

- familiar with the leader.

- F:l)r ca;‘lh adjectives listed below indicate the degree to which you think the adjective describes
e leader. Please select one of the following responses to indicate the strength of your opinion.

| Key: 5 = Strongly agree 4 = Agree 3 = Neutral 2 = Disagree | = Strongly disagree

1. Articulate — Communicates effectively with others.

12345
2. Perceptive - Discerning and insightful. 12345
3. Self-confident — Believes in oneself and one’s ability. 12345
4. Self-assured — Secure with self, free of doubts. 123 45
5. Persistent — Stays fixed on the goals(s), despite interference. 12345
6. Determined — Takes a firm stand, acts with certainty. 12345
7. Trustworthy — Acts believable, inspires confidence. wawetmpipr et 12 3 45
8. Dependable - Is consistent and reliable. 12345
9. Friendly — Shows kindness and warmth. 12345
10. Outgoing — Talks freely, get along well with others. 12 3 45

Scoring Interpretation

The scores you received on the LTQ provide information about how you see yourself an
how others see you as a leader. The chart allows you to see where your perceptions are the sam

as others and where they differ from others.

RI R4 | RS |AVE

SELF | DIF

5 -1.2

w

Perceptive 5 4 4.4

3 +1.4

R2 R3
Articulate 4 3 5 2 5 3.8
5 5"
4 5

Self-confident 4 4 4.2

4 +0.2

Self-assured

Persistent

Determined

Trustworthy

Dependable

R I N

Friendly

—
©

Outgoing

Total

Source: Peter G Northouse, Leadership Theory and Practice,
Response Books, New Delhi, 2003.
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winter, and both are j

e e cance::::zorec.i by Baines. Others described Carol as a strong individual. Even

e it; iy ontinued to be positive and interested in them. She did not getdepressed
¢ effects, even though is was difficult. Employees said she was a model

of strength, goodness, and quality.

At the age of :
ideribn: <gjocs n5:, Carol t.urned the business over to her two sons. She continues to act as the
than $3.1 million i L i the day-to-day operations. The company is presently doing more
in sales, and it outpaces both of the other two chain stores in the city.

Questions
1. How would you describe Carol Baines’s leadership traits?

2.:How:big a part did Carol’s traits play in the expansion of the company?:.

3. Would Carol be a leader in other business contexts?

EXERCISE ON LEADERSHIP ROLES

INTSTRUCTIONS: Indicate the following scale:
1- disagree strongly; 2- disagree; 3- neutral; 4- agree; 5- agree strongly

1. Many people imitate my ideas.

1 2 3 4 s
2. Building team spirit is important to me.

1 2 3 4 5
3. I would enjoy coaching other members of the team.

1 2 3 4 5
4. It is important to me to recognize others for their accomplishments.

1 2 3 4 5
5. I would enjoy entertaining visitors to my firm even if it interfered with my completing a

icporL , : ) 5
6. It would be fun for me to represent my team at gathering outside our department. 5

1 2 3 4
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i nal glory.
What my team accomplishes is more important than my personal glory

I 2 3 s 5
I like to cheer people up even when my own spirits are down.

1 2 < E :

It’s easy for me to compliment others.

1 2 3 4 S

It’s a good practice to ask people provocative questions about their work.

1 2 3 4 S

It would be accurate to say that I have inspired other people.

l 2 v WL IL 3 4 S

It is enjoyable to have people count on me for ideas and suggestions.

1 2 3 4 5
The problems of my teammates are my teammates are my problems too.

1 2 3 4 5
Resolving conflict is an activity I enjoy.

1 2 3 4 5

I would cooperate with another unit in the organization even if I disagreed with the
position taken by its members.

1 2 3 4 5
Team members liten to me when I speak.

1 2 3 4 s
I'am an idea generator in the job. ;

1 2 3 4~ 5
It is fun for me to bargain whenever ] have the opportunity,

1 2 | 3 . :

Total score:

For Answer Emaj): dracmohan_mannava@ yahoo.com
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CLASSIFICATION OF LEADERSHIP THEORIES

Leade.rshlp Theories can be classified into various types by many Authors. The important
theories can be classified into the following are:

1. Trait Theory

Behavioural Theory

Situational Approach

Path-Goal Theory of Leadership
Fielder’s Contingency Theories
McGregor’s Theory X and Theory Y
Charismatic Leadership Theory

© N O v R WN

Transformational Leadership Theory

TRAIT THEORY

Trait is defined as relatively enduring quality of an individual. The trait approach seeks to
determine ‘what makes a successful leader’ from the leader’s own personal characters. Trait
approach leadership studies were quite popular between 1930 and 1950. The method of study was
to select leaders of eminence and characteristics were studied. It was the hypothesis that the
persons having certain traits could be successful leaders. A number of research studies were
conducted during the last 50 years. The cumulative findings of these studies conclude that some
traits increase the likelihood of success as a leader, but more of the traits guarantee success.

Trait theories of leadership sought personality, social, physical or intellectual traits thos
differentiated leaders from non-leaders. Traits theorists refer the people like Mahatma Gandh
Indira Gandhi, Marget Thatcher, Nelson Mandela, N.T. Rama Rao and describe them in terms ¢
charismatic, enthusiastic and courageous. Thus, trait theories assume that leaders are born, mad
The research studies focus on personal traits or characteristics that distinguish the leaders fro
the followers and a successful leader from an unsuccessful leader. The characteristics of successt
leaders can be presented in the following exhibit.

Stogdill has presented a review of various research studies. According to him various tr
theories have suggested these traits in a successful leader. The following are the major inn

qualities in a successful leader:

1. Physical features

. Intelligence

2
3. Emotional stability
4. Human relations
5

. Empathy
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6. Objectivity

7. Motivating skills
8. Technical skills
9

. Communication skills

10. Social skills
Exhibit 2.1 Characteristics of successful Leaders
i i Description
Trait/Characteristic . -
Desire for achievement, ambition, and high energy, tenacity,
Drive :

initiative
Trustworthy, reliable, open

Honesty and Integrity |
Desire to exercise influence over others to reach their goals,

Leadership Motivation
Self-confidence Trust in own abilities g
re==tiafrCognitive Ability Intelligence, ability to integrate and iﬁierpfcrlar\ge amounts of
- information i !
Knowledge of the business Knowlede of industry, relevant technical matters
Creativity Originality
Flexibility ~ Ability to adapt to need of followers and requirements of the
situation
’ Source: Jerald Greenberg and Robert A.Bazron, “Behaviour in Organisation,”
Prentice-Hall of India, 1999, p. 501.

Though all these qualities contribute to the success of leadership, but it cannot be said for
certain about the relative contributions of these.qualities. Motivation, it is not necessary that

successful leader in equal quantity possesses all these qualities. The list of qualities may be only
suggestive and not comprehensive.

Evaluation of Trait Theory

leaders. In brief, ¢his approach presents the following problems:

1. There cannot be generatio

n of traits for g successf
researches conducted op

ul leader. This was eyi '
- ' evi ious
leadership traits, dent by var
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SITUATIONAL APPROACH

to the situation in which leadership is exercj,

The prime attention in this approach is given ' ' ) e
Since 1942 much emphasis in leadership research is being given t.o (:hF jx;;.:)tlic;n;::; ?UIIUUI}(
h ercise of leadership. For the first time, this approach was applle‘ in | | Orces
the ex e different situations. Winston Ch‘“’Chm

i jecti Is under th
Germany with the objective to get good Genera . ' ‘ :
was treated to be the most efficient Prime Minister during the Second World War. I*{o»w:w.;e,.'ht

- io St iversity research has gi
was a flop afterwards when the situation changed. Ohio State University re S given fo,

: : A ' are.
situational variables that effect performance of leadership. These

1. The cultural environment
Difference between individuals

Difference between jobs

LN

Difference between organizations.
. The cultural environment: Culture is a man made social system of belief, faith apg

value. Culture has a significant influence upon behaviour and any understanding of employee'
behaviour requires the understanding of culture in which he lives. Culture may interfere wi
rational production efficiency by requiring action unnecessary or unrealistic from a national pojp
of view, but necessary from culture ﬁoint of view. Thus, leadership should be directed to influence

Pk

behaviour of followers in the context of culture.

2. Difference between individuals: Human Behaviour is caused by some combination-gf -
antecedent factors. Besides for any given aspect of behaviour, there may be many contributing
factors, not causative in nature. There are-a variety of such factors which affect behaviour i

' different ways such as aptitudes, personality characteristics, physical characteristics, interest and
motivation, age, sex, experience, etc., within this framework, individuals in the leadership process

may be classified as leaders and followers. The individual characters affect the leadership process.
Thus, some persons may perceive particular leadership style suitable while others may have different

perceptions.

| 3. Difference betv.veel? Jobs: People are performing different types of jobs in the organisation.
The xmport.ance,of placing individuals in jobs which they can perform at satisfactory level stems
from four different considerations such as economic, legal, personal and social. Different conditions

the framework within which the leader must operate.

4. Diffe featd ,
ottt ;'.ence tl:etwee:; the organisations: Various organisations differ on the basis of thei
’ 1P pattern, objective, complexity, m '
leadershi - Y» managerial pattern, organizational structure
oo t:, :sa:tc?f:nd cultural €nvironment, etc. In different types of organizations, leadershil
0ai i : 51 )
will be diffe et For example, in military or Government administration, Jead hip behaviou!
rent as compared to business organisation ' SrShip befa
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ganizational conditions are appmpfial{

lay if or
d work as natural as P . :
nly because their past work experiences have bey

26 : Leadership

1. Employees fin
People appear averse to work o

unsatisfactory.

Employees can be motivated by higher order needs such as Ego, Autonomy and Sl
actualization. . .

Employees seek responsibility since it allows them to satisfy higher order l?efids.

4. Most of the employees are willing to accept and will even seek responsibility Ungy

proper conditions. v .
5. Most of the employees are capable of demonstrating more of both creativity and intellecy,

ability than they do in many organizational settings. |
tions has quiet different implications for leadership_h

It is clear that the above set of assump :
it is assumed that man has the potential for development, the capacity for assuming responsibij,
and the readiness to direct his own behaviour towards organizational goals, it follows that g
ne ager has to act more as a sympathizer and supporter than as a director and controller. Thy
e is likely to have a democratic style with an occasional touch of laissez faire. In others word
“Theory Y relies heavily on self-control and seIf-dir:ecriAqqij?f an employee as opposed to the reliang

™ on external control of his behaviour in Theory X.

Modern Theorles of Leadership

The modern theories of leadership can be classified into Two types; they are:
o r { L]

1., Charismatic leadership theory . "

2. Transformational leadership theory. -

CHARISMATIC LEADERSHIP THEORY

According to House, the characters of the charismatic leaders include: self-confide
confidence in subordinates, high expectations for subordinates, ideological vision, and us
personal example. The characters of the followers of the charismatic leaders include: identific:
with the leader’s mission, exhibit extreme loyalty to and confidence in the leader, emulat
leader’s values, behaviours and derive self-esteem from their relationship with the leader. It is
called as Great Theory of Leadership.

Mahatma Gandhi’s character of self-confidence, ideological vision and personal ex:
made l'1im as a charismatic leader. Mr. Dheerubhai Ambani’s character of self-confidence
Kamalm‘ga Raju’s (of Satyam Computers) character of confidence in subordinates and
;xpcl:ctat.lon for subordinates made them charismatic leaders. These characters of Ramaling:
;ss:o;efelsr:l ic;f(?rm:nce of the fol‘low‘ers beyonc? the expectations. Similarly, Mr. Kurian’s ideol

! in the success of ‘white resolution’. Dr. N.T.Rama Rao’s unconventional beh
1ade as Chief Minister of Andhra Pradesh. (Exhibit 2.2).
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Exhibit 2.
it 2.2 Key Characteristics of Charismatic Leaders

1.
2.

. Ability to artic :
ula :
te the vision. They are able to clarify and state the vision in terms

. Strong convicti . ‘
g ction about the vision. Charismatic leaders are perceived as being strengly

. Behavio i ; : :
ur that is out of the ordinary. Those with charisma engage in behaviour th 1t is

Self-confidenc
e. They have complete confidence in their judgement and ability

A vision. This is an i :
e tHe dispalritn xl;ietahzed gc.>al' that proposes a future better than the status quo. The
followers will . y between this idealized goal and the status quo, the more lik l' h

il attribute extraordinary vision to the leader ' ikely that

understandable to oth i i
ers. This articulation de
monstrates on understandin ’
needs and, hence, acts as a motivating force. - A

committed, and willing to tak i

) e on high personal risk, incurs high i

m ‘ . co -
sacrifice to achieve their vision.. SR

erceiv i i
E ¥ ed as being, none, unconventional, and counter to norms. When successful, 1 1ese
ehaviours evoke surprise and admiration in followers.

. . [ A [ N T, )
Perceived as being a change agent. CHarismatic leaders are perceived as agents of ra. ical
change rather than as caretakers of the status quo.

Environment sensitivity. These leaders are able to make realistic assessments of the
environmental constraints and resource needed to bring about change.

" Source: Based on J.A.Conger and R.N.Kanungo, “Behavioural Dimensions of Charismatic Leadership,” i..

J.A.Conger and R.N.Kanungo, Charismatic Leadership (San Francisco: Jossey — Boss, 1988), p.91.

hibit 2.3 Ethical and Unethical Characteristics of Charismatic Leaders

thical Charismatic Leader

Unethical Charismatic Leader

Uses power to serve others.

Align vision with followers needs
and aspiration

' Considers and learns from criticism.

Stimulates followers to think
independently and to question the

~ e Uses power only for personal gain or impact.

¢ Promotes own personal vision.

o Censures critical or opposing views.

Demands own decision be accepted without
questions.

leader’s view.

Open, two way communication.

Coaches, develops, and supports

"+ One-way communication.

« Insensitive to follower’s needs.

Followers; shares recognition

with others.

« Relies on convenient, external Moral

Relies on internal moral standards _ ‘
to satisfy organizational and standards to satisfy self-interests.

societal interests.

1992.

Source: Academy of Management, Executive, May,
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Chaismatic leaders, thus, lure and m ey
expectations, innovations, creations, and create t
leaders tend to be portrayed as wond(.ari.."ul heroeBs. el
associated with these leaders. (Exhibit 2.3). Be
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charismatic leaders are presented in Exhibit 2.4.

However,

otivate the subordinates towards performance bey
Iture among the followers. Charism |
there can also be unethical charg,
| components of charismatic apg N

an
Exhibit 2.4 Behavioural Components of Charismatic

]
— ]
d Non Charismatic Leadey, I

)

Likableness

werang A

Trust-Worthiness

iixpertise

Behaviour

Environmental
Sensitiivity

Articulation

Power Base

Leader Follower

status quo.

Shared perspective makes him/
her likable.

Disinterested advocacy in
persuasion attempts. - -

Expert in using available
“means to achieve goals within
the framework of the

existing order.

Conventional, conforming to
existing norms.

Low needs for environmental
sensitivity to maintain
status quo.

Weak articulation of goals and
motivation to lead.

Position power and personal
power (based on reward,
expertise and liking for a
friend who is a similar other).

Egalitarian, consensus seeking,
or directive. Mudges or orders
people to share his/her views,

—
Charismatic
Charismatic Non Charismatic S
Leaders Leaders : —
ed to statu

Relation to Essentially agrees with status Escslcnt:lii‘l,l::’ t(c))pf::nge a S quo
Status Quo quo and strives to maintain it. and s

i Idealized vision which is highly
Future Goal Goal not too discrepant from disete oqht oA s,

Shared perspective and idealized
vision makes him/her a likable and
Honourbale hero, worthy of .. 5
identification and imitation. -

Disinterested advocacy by incurring
great personal risk and cost.

Expert in using unconventional
means to transcend the existing
order.

Unconventional or counter
normative.

High need for environmental
sensitivity for changing the starus
quo.

Strong articulation of future vision
and motivation to lead,

Personal power (based on expertise,
respect, and admiration for a unique
hero).

Elitist, entrepreneur and exemplar.
Transforms people to the radical
changes advocated.

Source:

Richard M. Hodgetts, Organisational Behaviour, p. 234,

Scanned with CamScanner



Theories of Leadership : 29

re transformed their organisat; . i
highly profit' making/highly performed c0mpfniesjztrl;::i:;?il:n:s;d? aAknl:gl/i::lii; e;:(’l;':‘ege‘;‘:’
Labs made his company as one of the leading Pharmaceutical companies with R & D ba;e. ;
Transformational leadership theory conceptualizes such developments.
Two types of political leadership viz.,
Transactional leadership involves an exchange
transformational leadership is based on lea
followers. The characteristics of transformatio

transactional and transformational are identified.
relationship between leaders and followers. Whereas,
ders’ shifting the values, beliefs and needs of the

' nal leaders include identifying themselves as a change
agents, courageous, belief in people, value driven, lifelong learners, have the ability to deal with

complexity and visionaries Exhibit 2.5 presents the characteristics of transactional and
transformational leaders.

Exhibit 2.5 'Ifransfqr.rpatlonal Leadership in South Korea

In 1989, When Lee Hun-Jo became Chief Executive of the once-successful Korean
electrical appliance and electronics company Goldstar, the company was headed for ruin. Global
and domestic share was slipping, quality was declining and even rank - and - file employees
realized that if things did not change, bankruptcy was imminent. Less than 10 years after Hun
— Jo took over, Goldstar (renamed LG Electronics Co. In 1994) recovered its spot as the top

producer of washing machines, refrigerators and colour Tvs in Korea. LG Electronics is also
gaining ground globally in the areas of liquid - crystal displays and semiconductors.

Hun-Jo realized from the start that nothing short of a major transformation was necessary
to turn around LG Electronic’s fortunes. As he put it, “You have to transform human beings. If

you can’t change your people, you can’t change your organization. If you can’t do that, you
can’t reach your goal.”

Hun-Jo's vision for LG Electronics included its being a top performer domestically and
globally. He also envisioned dramatic changes for the organization’s structu‘re and .cglture. L'fke
many Korean companies, LG Electronics had a relatively rigid hierarchy with de(fls.lon' making
centralized at the top and a culture that respected authority and tradition. Hun-Jo’s vision included
decentralization of decision making and a culture supportive of efficiency, ef.fectwen_ess' a.nd
innovation. In numerous face-to-face meetings, Hun-Jo enthusia"stically communicated his v1s19n
throughout LG Electronics, made many changes to support it a.nd even has take.n syml;o}lc
steps to communicate that things are changing. Rather_ than wearing thfa conscrva;txve nec| .ttu.as
favoured by Korean top managers, Hun-Jo wears r:‘adlantly cc?lou-red ties and re :ses toa s;rsm
the traditionally honoured spots reserved for the Chief Executive in meetings with managers.

Hun-Jo intellectually stimulates his subordinates in multiple ways. He has openedhnc\:
paths to communication between non-managerial employees and managers and has openly share
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d made them feel responsible for helping tq 4
lized and all employees are encouraged g fct;
as for new products and ways to i“CTeas;
developed by foreign competitors, sy -
Korean market place. Part of Hun

em with employees an
i a
them. Decision making has bec'n d«:cc:mrcnts £
responsible for coming up with improvem dl;cts
quality. LG Electronics traditionally took pro

i r the
the Japanese and tried to copy and customlze.the'm fo R s e
Jo's vision is for LG Electronics to come up with its own Inn 4

: : : < and sent them out to talk to LG Electrop;,.
deVCIOPm: r:ge:f;n:rchr:tfi;!e;esri?;ls;b::a?trej?l;gs t:: result of this intellectual.stimulation‘ L(;
;T:Z(:g:ircs now has an innovative and best-selling p.roduct on its hand:e—dacgit;ggzr:tno; ::g_clally
designed to keep kimchi (Korea’s national dish o'f pzcklcl',d ar}d fermenentional s isheg
fresh tasting and smelling for much longer than is possible in a conv I
al consideration. He has taken dramatic steps to improy,
has shared information with union leaders

the company's probl

Hun-Jo also engages in development

i i i ot only
management relations with the union andn ' .
also encouraged them to meet with him whenever they wanted to determine how to improy,

things at LG Electronics. He wants his employees to reach their full p9tential and is doing
whatever he can think of to help them do that. Hun-Jo also reads extensively about. the lateg
“advances in managemieént'thought and practice in the United States and other coun}rnes to help
himself -be an effective manager and leader. All in all, Hun-Jo seems to be just the kind of leade;
LG Electronics needed to regain its position as a top—performing global organization-

: ‘;,'..3.. 3

transformational leader. =3
(Source: Gareth R. Jones, et. al., Management, Irwin McGraw-Hill, 1998, p.422)

Exhibit 2.6 Characteristics of Transactional and Transformational Leaders

Transactional Leader

Contingent Reward: Contracts exchange of rewards for effort, promises rewards for good
performance, recognizes accomplishments .-

Management by Exception (active): Watches and searches for deviations from rules an¢
standards, takes corrective action.

Management by Exception (Passive): Intervenes only if standards are not met.

Laissez-Faire: abdicates responsibilities, avoids making decisions.

Transformational Leader

Charisma: Provides vision and sense of mission, instills pride, gains respect and trust.

Inspiration: Communicates high expectations, uses symbols to focus, expresses importar
purposes in simple ways. '

Intellectual Stimulation: Promotes intelligence, rationality, and careful problem solving.

Individqalized Consideration: Gives personal attention, treats each employee individually
ceaches, and advises.

—

S@urce: B.M.Boss, “From Transactional to Transformational Leadership: Learning to Share the vision”
Organizational Dynamics, Winter 1990. p. 22).
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Meaning and Significance - Definition of Ethics - Ethical theories ~ Central Points to Leadership

Ethics - Some Research Trends on Leadership Ethics - Principles of Ethical Leadership — Exercise
- Case Study.

Learning Objectives of this Chapter are:
' iy LENTION. O

» To understand the meaning and significance of leadership ethics.
» To study the definitions of leadership ethics.

» To examine the ethical theories.

» To identify the central points to leadership ethics.

» To know some research trends on leadership ethics.
» To explain the principles of ethical leadership.

MEANING AND SIGNIFICANCE

This chapter is different from other chapters in this book. Generally, the other chapters
focus on Leadership Characteristic, Theories and Styles. Whereas, this chapter presents a broad
set of ethical view points. Human beings have been concerned with the ethics of our leaders.
Later, our history books are replete with descriptions of good kings and bad kings, great empires
and evil empires, and strong presidents and weak presidents. But in spite of a w;alth of biograph'?ca]
E accounts of great leaders and their morals, very little research has been publis.hed on tl.1c theorehcal
' foundations of leadership ethics. While there have been many studies on business et.h_lcs in general
'since the early 1970s, these studies have been only tangentially related to leadership ethics.

This chapter presents leadership ethics by det-"ming eth'ics,. giving an f)verview Of:thica]f
theories, discussing why ethics is central to leadershlp,. and dlescnb.mg the.umqt'le gell-specfn;? ol
Heifetz, Burns, and Greenleaf. The chapter continues with a d‘nscusswn of five ptr;lncnpdes oake mas
leadership: respect, service, justice, honesty, and community. Finally, some strengths and weaknesse

of present-day leadership ethics are mzntioned.
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DEFINITIONS 0 Eil s “customs,”
. i 'h mean ; 3y “ce
The word ethics has its roots in the Greek C\;VON: 5;’1‘3:8 \::(ljcmorals an individual o, :d
. : 0 . :
or “character.” Ethics is concerned with the klns ?S  oncerned with the virtuousness Of!ndividlb-

. thic ) . .
finds desirable or appropriate. Furthermore, € A principles that guide us i, maui

. m - .
cal theory provides a syste in a particular situation. It proviqil'
¢

ood or bad” . B :
1ly decent human being. Thus, it g a5y

Uy

and their motives. Ethi e
decisions about what is “right or wrong ar; g e

i ' i obeam -
basis for understanding what it means t e e

principles of values and morals relating to the beh

ETHICAL THEORIES

ics and leadership, ethical theories can be thougp, v,

ories about leaders’ conduct and theories aboyt leag
heories are about the actions of leaders, on the one hq
he chapter, our discussions about ethics%

For the purposes of studying eth |
falling within two broad domains: the

character. Stated another way, ethical t =
and who they are as people, on the other. Throughou

leadership will always fall within one of these two domains. h .
Ethical theories are concerned with the conduct of had“f', The¥ arr;_.dxw'ded r1lnto two ki
theories that stress the consequences of leaders’ actions, and those that emphasize the dury Or

governing leaders’ actions. Teleological theories, from the Greek v'vord relo:sf, mcanmg “F“ i,
“purposes,” try to answer questions about right and wrong by focusing on whether an individyy

= 13 . » 9” :
conduct will produce desirable consequences. The question, “What is right?” from the teleoloy j
perspective is answered by looking at results — at the outcomes. In effect, the consequences ¢

an individual’s actions determine the goodness or badness of a particular behaviour.

In assessing consequences, there are three different approaches to making decisions regardy
moral conduct. One is ethical egoism, which states that an individual should act so as to create
greatest good for herself or himself. A leader with this orientation would take a job or career thuk

or she selfishly enjoys (Avolio & Locke, 2002). Self-interest is an ethical stance closely related:é
transactional leadership theories (Bass & Steidlmeier, 1999). Ethical egoism is common insi
business contexts in which a company and its employees make decisions in ways that will achie

its goal of maximizing profits.
Ethical Theories Based on Self-interest Versus Interest for Others

Hi
gh « Ethidal Egoism
Concern
For Medium * Utilitarianism
Self-Interest
Low * Altruism

Low Medium High

Concern For
The interest of others
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i A second teleological approach is utilitqrign;

> reatest go nism, whi

ate th-e g g 'Oq for the greatest numb hich states that we should beh as

he action that maximizes social benefj .er. From this viewpoint, th ave so as to
1).S. government allocates a la S ihls minimizing social alhejmoriljy,corget action
fint > : rge part of th costs (Schumann, 2001). Wh

n for catastrophic illnesses, it is acti e federal budget f i ' ol e
n fo , acting from il or preventive health care rather
§] have the best result for the lar rom a utilitarian perspecti '

b osite of eihicallegoisimmis altrugis,s: number of citizens. Closely relatch)i :zr:xgti{?tonéy ‘where "
Ehary purpose is to show  @N approach that suggests th i R e
bl concern for the best interests of at actions are moral if their
ader may be called on to act in the | s of others. From this perspecti

n self-interests (Bowie, 1991)‘Am:e'n';::l'68ts of others, even when it runs contrars tr(:phei:tl)\:'el;ear
: : ; & Stei dimeicr, 1999: Kanungo & l\;ransformational leadership is based on altruistic principles
4 endonca, 1996). The strongest simple of altruist ethics

found in the work of
Mother Teresa, who gave her entire life to help poor people

. While teleological and deontologi

gical theori n

-.'.' of a leader, a second set of theories Z"e: apl})\roaCh ?thlcs yRok g AL e

faracter. These theories are called virtue-baszg t(:::o:S ethlils i\rom e

E ) " ) . ies, and they focus on who leaders are as

ple. In ltlgilgssl;el;::t;twe, Vlrtlfef are I"00ted in the heart of the individual and in his or her disposition

. man, £ . ) tChl' more}:‘, 1t1s b.ellevcd that virtues and moral abilities arg not innate but can be
aired and learned through practice. People can be taught by their families and communities to

morally appropriate human beings.

(=%

. Although virtue theories have only recently regained their popularity, their origin can be traced

bk in the Western tradition to the Greek period and the works of Plato and Aristotle. The Greek
these theories is aretaic, which means “excellence” or “virtue.” Consistent
_iAristotle, current advocates of virtue-based theory stress that more attention should be given
he development and training of moral values (Velasquez, 1992). Rather than tell people what to
Iattention should be directed toward telling people whatto be—Dby helping them to become more

m associated with

e many, all of which seem to be
nstrates the following virtues:
modesty, fairness, and justice
1t in communities. Applying
velop virtues

s of an ethical person? There ar
f Aristotle, a moral person demo
elf-control, honesty, sociability,
s allowed individuals to live weé

| What, then, are the virtue
bortant. Based on the writings O
jrage, temperance, generosity, S

'lasquez, 1992). For Aristotle, virtué
hics to leadership and management, Velasquez has suggested that managers should de

th as perseverance, public-spiritcdness, integrity, truthfulness, fidelity, benevolence, and humility.

e. virtue-based ethics is about being and becoming a good, worthy human being.
, evelop & ood values, this theory maintains that virtues are present
on. When practiced over time, from youth to adulthood, good values

come habitual and part of the persons themselves. From telling t.he tru-th, peo:le becom‘e t;\:ch;::e
)m giving to the poor people become penevolent; and from being fa.nr to ot eré’tpzzp(;rankena
I5t. Qur virtues are dérived from our actions and our actions manifest our virth

973; Pojman, 1995).

In essenc
hile people can learn and d

fithin the individual’s dispositi
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CENTRAL POINTS TO LEADERSHIP ETHICS

ortant, the are related to principles ar.1d value:f_ EVery leadt.
has a distinct philosophy and point of view. All leaders “have an a.ge.nda, a series of bel 1E‘:fs‘ propﬁs;ﬂ\'
values, ideas, and issues that they wish to ‘put on the table’” (Gini, 1998). Tbe v‘alueb Promoteg,
the leader have a significant impact on the values exhibited by the .organlzatxon (cf.‘ (?arlsoné
Perrewe, 1995: Schminke, Ambrose, & Noel, 1997; Trevino, 1986). Agalnj bef:ause of thelr.mﬂueﬂq-
leaders play a major role in establishing the ethical climate of their organizations. They will help g,

leader to achieve individual and organizational goals.

cs is central to leadership because of the nature of the proces
and the impact leaders have on establishy

Leadership Ethics are more imp

In brief, ethi s of influence,

need to engage followers to accomplish mutual goals,
the organization's values.

SOME RESEARCH TRENDS ON LEADERSHIP ETHICS

Some of the research have been conducted bysprominent leadership scholars who hay
addressed issues related to ethics and leadership. Although mény’a'c_lditional viewpoints exist, thog
presented are representative of what is currently the predominant thinking in the area of ethicsax|
leadership.

Helfetz's Perspective on Ethical Leadership

Based on his observations and analysis of many world leaders like President Lyndon Johnso
Mohandas Gandhi, and Margaret Sanger, (Ronald Heifetz (1994) has formulated a unique approad
to ethical leadership; it concludes that leaders help followers to confront conflict and to effes
changes from conflict. Heifetz’s perspective is related to ethical leadership because it deals wi
values—values of workers, and the values of the organizations and communities in which thf
work. According to Heifetz, leadership involves the use of authority to help followers deal with ¥
conflicting values that emerge in rapidly changing work environments and social cultures.

Leaders must use authority to mobilize people to face tough issues. The leader provides?
“holding environment” in which there is trust, nurturance, and empathy. Within a supportive contex
followers can feel safe to confront and deal with hard problems. Specifically, leaders use author”
to get people to pay attention to the issues, to act as a reality test regarding information, to manaf
and frame issues, to orchestrate conflicting perspectives, and to facilitate the decision-makif
process (Heifetz, 1994,). The leader’s duties are to assist the followers in struggling with chané
and personal growth.

Burns’s Perspective on Ethical Leadership

| This study has been conducted by Burns. It is similar to Heifetz’s Perspective Theor llé
important for leaders to engage themselves with followers and help them in their personal strugé f

regarding conflicting values. In the process, the connection between the leader and the foll0
raises the level of morality in both the leader and the follower.
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r
motivations and moral development of
to help followers assess their own values
functioning, to a level that will stress value

Greenleaf (1970, 1977) ar'gue.d -that leadership was bestowed on a person who was by nature
a servant. In fact, the way an individual emerges as a leader is by first becoming a servant. A
‘servant leader focuses on the needs of followers dhd helps them to become more knowledgeable

" more free, more autonomous, and more like servants themselves. They enrich others by their
presence.

_ In addition to serving, the servant leader has a social responsibility to be concerned with the
'rhave-nots" and to recognize them as equal stakeholders in the life of the organization. Where
! inequalities and social injustices exist, a servant leader tries to remove them (Graham, 1991). In
" becoming a servant leader, a leader uses less institutional power and less control, while shifting
authority to those who are being led. Servant leadership values everyone’s involvement in community
ife because it is within a community that one fully experiences respect, tract, and individual
ngth. Greenleaf places a great deal of emphasis on listening, empathy, and unconditional
cceptance of others. '

In the novel The Journey to the East, by Herman Hesse (1956), there is an example of
leadership that was the inspiration behind Greenleaf’s formulation of servant leadership. The story
g about a group of travellers on a mythical journey who are accompanied by a servant who does
nial chores for the travellers but also sustains them with his spirits and song. The servant’s
ence has an extraordinary impact on the group, but when the servant becomes lost and disappears,
group of travellers falls into disarray and abandons their journey. Without the servant, they are
able to carry on. It was the servant who was leading the group. He emerged as a leader by caring

r the travellers.

A common theme running through all three of the perspectives (i.e., Heifetz, Burns, and

enleaf) is that the leader-follower relationship is central to ethical leédership. In a‘ddition, ;heyf
| emphasize that it is critically important for leaders to pay close attention t0 the unique needs o

eir followers.
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deas presented by these leaders
who contende

h by Gilligan (1982), jediinatpegns
f ethics. In the past 20 years, the “caring P“"CIIPIC has be,
| principles. From a caring perspectj,,

should be the beginning point 0 :
' inant mor
recognized by scholars as one of the predomin F S e e e
leader’s actions are morally correct if they express care in p ng t ' om,
ethic of caring 18 extremely importap,.
|

i ' ' An
leader has special relationships (Schumann, 2001). : . ; .
organizations because it is the main ingredient in building trust and co-operative relationships (Braq,

1999).

In many ways, the i
with the erhic of caring set fort

ETHICAL LEADERSHIP

o five types. The importance of these principleg he

been discussed in a variety of disciplines including biomedical ethics (Beauchamp & Childre,
1994), business ethics, counselling psychology, and leadership education. These principles pm\,id;
a foundation for the development of sound ethical leadership: respect, service, justice, honesty, 4, ;

community (see figure 5.1).
, - SRS
Principles of Respect
Philosopher Immanuel Kant (1724-1804) argued that it is our duty to treat others with respey §
Leaders who respect others also allow them to be themselves, with creative wants and desirg

They approach other persons with a sense of unconditional worth and valuable individual differency
(Kitchener, 1984). Respect includes giving credence to others’ ideas and confirming them as humg
beings. At times, it may require that leaders have to refer to others. As Burns (1978) suggesteq,
leaders should nurture followers in becoming aware of their own needs, values, and purposes and

PRINCIPLES OF

These principles are broadly divided int

assist them in integrating these with the leader’s.

Builds
Community

Manifests
Honesty

Fig. 5.1: Princliples of Ethical Leadership

Respect for others is a co i

mplex ethic that is simi h
‘espect that parents t . similar to but goes deepe kind o
pe P each children when they are little. Respect means that a le;:l::ralri‘stt::s close!
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principle of Service

rlier we have discussed, : _
Ea} two ethical theories—one e
on the interests of others. They are related to ethica cerned for self and another based

Serve are altruistic; they place their followers

» altruistic service behaviour can be observed in

empowermen : :
t behavnours, team building, and citizenship behaviours

ponsibility to serve others i
) _ €IS 1s very similar to the ethical principle i

. : ' e in
health care of beneficence. Beneficence is derived from the Hippocratic tradition whpich irﬁplies

gpat health profes.sionals ought to make choices that benefit patients. In a general way, beneficence
asserts that p;zoc\glhc!?;s have a dutx t(? help others pursue their own legitimate intere;ts and goals
(Beauchamp ildress1994).Similar to health professionals, ethical leaders have a responsibility

to attend to others, be C?f service to.them, and make decisions pertaining to them that are beneficial
and not harmful to their welfare.

In brief, whether it be Greenleaf’s notion of waiting on the have-nots or Senge’s notion of
giving oneself to a larger purpose, the idea behind service is contributing to the greater good of
others. In practicing the principle of service, ethical leaders must be willing to be follower centred,
must place others’ interests foremost in their work, and must act in ways which will be benefited
;o others.

!?rlnciples of Justice

. Fthical leaders are concerned about issues of fairness and justice. They make it a top priorit)
lo treat all of their subordinates in an equal manner. Justice demands that leaders place issues o
fajmcss at the centre of their decision making. As a rule, no one should receive special treatment 0
en their particular situation demands it. In instances where individual

special consideration except wh
1 treatment need to be clear, reasonable, an

are treated differently, the grounds for differentia
’ased on sound moral values. |
e ‘can be shown in the Table 5.1, consider the following hypothetic

These principles of justic company, which employs 5Q drivers. You ha

. : all trackin
emple. Imagine you are the owner of' &7 % pays well and has an ideal schedule. Only o

e o b l‘n dt , e s drie ah ve applied for it Each feels he or she shou
il'I'Vt‘.r can be assig ed to the route but seven vers na . . :

e , dri ently lost his wife
1ave an equal oppartunity to get the route. One of the drivers rec y
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utive Justice b

Table 5.1 Principles of Distrib

ent situations

88 @

These principles are applied in differ

To each person

e anequal
according to individual need

according to that person’s rights

e according to individual effort

e according to societal contribution

e according to merit

breast cancer and is struggling to care for three young children (individual need). Two of b
gly that he has a right to the job. One of 4§

drivers are minorities and one of them feels stron
drivers has logged more driving hours for 3 consecutive years and she feels her effort makeg

the logical candidate for the new route. One of the drivers serves on the National Safety Boarg
has a 20-year accident-free driving record (societal contribution). Two drivers have been with
company since its inception and their performance has been meritorious year after year. .

Principle of Honesty
Leaders are always advised to maintain honesty in achieving leadership success. To be;

good leader, leaders need to be honest. The importance of being honest can be understood mor
cl.early when we consider the opposite of honesty: dishonesty (cf. Jaksa & Pritchard, 1983)
Dlshonefty is a form of lying, a way of misrepresenting reality. Dishonesty may bring’ with i;
many objectionable outcomes, and foremost is the distrust it creates. When leaders are not hones.
others come to see them as undependable and unreliable. People lose faith in what leaders say and
stand for; their respect for leaders is diminished. As a result, the leader’s impact is compro;ised

because others no longer trust and believe in the leader.

PCOPIK::nc::n:ltzt: tt(:)e(;T: rs’hdlsmmty also has a negative impact. It puts a strain on hor

illihg o thanipulats thetes :t er. -When we lie to others, we are in essence saying that we

other person in the rel:ationslz:'mnShlp on our own terms. We are saying that we do not trust it

putting ourselves ahead of the rl:ls:fi - ha'ble N de:al With information we have. In reality, we &

The long-term effect of this type of(‘) rtl;t::vli)c}:usaymg thi'll we know what is best for the relationshi?

when used with good intentions, contributes tro ltsh;hl::;;k\:lza\l::: rv:)sf rr?l;:lttii(:)ns:i'ps' -
nships.
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» To identify the causes of Job Satisfaction
> To know the consequences of Job Satisfaction
» To study the benefits of Job Satisfaction

EMPLOYEE MORALE
INTRODUCTION

Motivation and morale are interrelated and they are different each other, The term Mory), is
used to armed forces during the war time to sports and military teams. It refers tealﬁ Spirit anq
cooperation of people for common purpose. Recently Its importanf:e P.las been l'Cfl]lZed by the
Management. It is felt by the management that if employee morale is high production would be
high and othe other hand if morale is low, production would be also low. Thus morale of g,

employee depends upon the motivation of an employee because both are interrelated. -
~virz OF (RE GI1YVEs : R .
Morale represents the attitudes of individuals and groups in the organization towards thej

work environment and towards voluntary co-operation to the full extent of _t{leilrlcapabilities for
the fulfillment of organizational objectives. Morale is the indicator of the attitude of an employee
towards job.It is mental process to develop good relationship and feelings towards working

environment.

DEFINITION OF MORALE

According to Theo Haimann; Morale is the State of mind and emotions affecting the attitude
and willingness to work,which in term affects individual and organizational objectives.

In the simple terms Morale is level of job satisfaction within 3 group.

CHARACTERISTICS OF MORALE

» Morale is psychological process

» Morale is relative concept which is related to the attitude of the worker
> It reflects the degree of willingness of an employee to do the work

» Morale is related the employees feelings and Sentiments

» Morale is dynamic in nature,it cannot be developed overnight,

» Morale is multi-dimensiona Process which represents human needs and motivational
factors.
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FACTORS DETERMINING MORALE

Confident in leadership

Job satisfaction

Confidence in the co-workers
Sound and efficient organization
Fair remuneration

Security of job

Opportunity to rise

Working conditions

Physical and mental heath

V V V V V V V V V V¥

Relationship and cooperation of employees

POSSIBLE COMBINATIONS OF MORALE

Morale'isione of the important factors to increase the productivity of an organizatiom:Many:!" -
other factors like techﬁolﬁ'ogy,stylg_ of supervision and employee training, etc. also influence the
productivity. There are four possible combinations of morale and productivity. They are as follows

Box 12.1

High morale and high productivity
High morale and low productivity
Low morale and low productivity
Low morale and high productivity

CAUSES OF LOW MORALE

vV V V V

Box 12.2

High rate of labor turnover

High rate of absenteeism ’
Excessive complaints and grievances

Frustration among the employees
Resistance to change

Lack of discipline

Low quantity and quality of output
Antagonism towards management

Lack of co-operation among the employees

VvV V V V V V V VYV
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MEASURES TO IMPROVE MORALE

Box 12.3

Fair system of wage payment

Sense of job security of employee

Sound promotion policy

Competent supervisors should be appointed
Communications should be effective from top to bottom

Free and frank consultation with employees

Employee should develop loyalty
Employees’ Welfare facilities should be provided at satisfactory level

Proper training programs should be organized for employees

Employees should develop positive attitude towards job

ATTITUDE
IMPORTANCE OF ATTITUDE

Attitude of an employee is very important to perform his/her job in the Organisation. Attitude
’ plays an important role to develop good human relations and better understanding among the
people. Attitude is an individual characteristic way of responding consistently in a favorable or
unfavorable manner to objects, people and environment. In simple terms attitudes are evaluate
statement towards object people and environment. Attitude is interpretations and behavior of the
person towards environment and people. Employees develop thejr own attitude towards organization
and people. They have positive attitude and negative attitude. Attitude reflects the behavior and
feeling of the person towards job and organization. Beliefs, values and sentiments are also influenced
to develop the positive attitude of employee in the organization.

YVVvVVYVVYVVYVYYvV

Definition of Attitude
Evaluate statements or judgments concerning objects, people and environment.

A learned disposition to respond in a consistently favourable manner with respect to a given
object.

CHARACTERISTICS OF ATTITUDE

> Attitudes are evaluate statements to judge the people
> Attitudes are feelings and beliefs of individuals and group of people
> Attitudes are predispositions of individual towards given aspects of world
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» Attitudes are organized and core to individual
a

ttitude i L
» Attitudes are feelings of an individual aboyt people and envi
» Attitudes are positive and negative ple and environment

COMPONENTS OF ATTITUDE

Cognitive component of attitude: Th i
: The beli ini . :
individual. Example: my superior is not fair. efs, opinion, knowledge, or information held by the

Affective component of attitude: :
e: The feelings, senti

. . , sentiments, moods and emoti bout

, person, event or ob A — 2 ions about some¢

S Ject. Example: I don’t like my superior because he never encourages me.

Behavioral componen i . ; .
iracioattt somethii Et of atltlflIde. The Predxsposntlons to get on a favorable or unfavorable
e g. Example: I would like to request to transfer me to another department. -

P\ e of th

Behavioral

FUNCTIONS OF ATTITUDE

> Value expressive function
» Ego-defensive function
> Adjustment function

» Knowledge function
BOX 12.4
Adjustment Ego defensive
Attitude
Knowledge Value expression
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TYPES OF ATTITUDE

Job satisfaction & Job involvement

Organizational commitment

BOX 12.5 B
! Commitment
1 1 sati itme
Job Satisfaction & Job Involvement Organisational Com ‘ n -
1. Wage and Salary of an employee 1. Turnover and Productivity
2. Promotions of an employee 2. Improvement of Quality of Work
3. Relationships with Supervisors and other 3. Commitment towards organizational
employees objectives

4. Organisational effectiveness

4. Working conditions

~ ATTITUDE FORMATION —r

—. Employees form relatjonships with each other which influence the attitude to maintain and

develop the association. It is a part of the activity of employee to form three main sources. They
are as follows:

» Direct Experience with the Objective

r = r

’*—“}ﬁ? as

!ij

[
h

ATTITUD HANGE

» Family and Peer groups

» Vicarious Learning

> Operant conditioning and Attitude acquisition
» Economic Status and Occupation

» Mass Communication

» Neighbourhood

EC

Attitude is very important comnonent of an amnlaves in tha Asmacicacine A ssier dmn amn coam
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Teams and Teamwork

Importance of Teams - Difference between Groy
of Group — Features of Team - Types of Team
Member - Team Effectiveness - Building Trust

Ps and Teams - Definations of Team — Definition
§ - Teamwork - Team Building - Roles of Team
- Team Development — Case Study - Exercise.

Learning Objectives of this Chapter are:

To sﬁidy the importance of Teams

To understand the difference between Groups and Teams
To identify the types of Teams

To know the concept of Teamwork

To examine the Team Building

To identify the role of Team Member

To know the Team Effectiveness

To describe Building Trust

To understand Team Development

IMPORTANCE OF TEAMS

Nowadays the world is changing fast and Trends are chatllging. Itis e tl;at the world ha:
>een evolving and changing since time began, but what is s0 d.xffere.nt toda}y is Ot:: the pac: an
‘ffects of change, which impinge on eyveryone’s Iife'. Cornpeut.non is hc;ttl.ng t;p. :w 1:1'0 uc':,se,
ew technologies, new processes hit the markets with FAbC 78 O b etritue
‘orporate are virtually compelled to economies on every fromsﬂcr “?ﬁnffv':m experigr:’n;nt and find
>perations, explore new market, find new uses of existing pro ums'; tivel . While fighting with
1ew ways of living and most importantly use human resources P";’ta:‘;e p )t,;,ams ey
he various forces of change, corporations have realized t:innmzlo N P i -
Texible and responsive to changing events thanats SEE0E

Pérmanent groupings.

V VV VV V V VY
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DIFFERENCES BE1WERLY Ussvvs v iaivw 1naMg

ore individuals, interacting and interdependent, who h

: information a
hieve a common goal. Members interact, share info : ‘n‘d help each 0y
ieve enerates positive I
together to Z;C the goals. On the other hand, a work tearr:c g e anfe thar SYnergy thmugh
ze ; - orm
Ordecr:l . fe: lffort The individual efforts result in a level of per 'S greater than y,,
coordinated effort.

sum of those individuals inputs.
DEFINITION OF TEAM

A team may be defined as a small group of people with complimentary skills who wory
actively together to achieve a common purpose for which they hold themselyes COHectively

| ave
A group consists of twoorm e .

accountable.

DEFINITION OF GROUP

Group can be defined “It is combination of two or more persons to Interact to achigy,
common objectives”.

: —a
Box 13.1 Features of a Team

Members

Commited to goas they helped define.

Possess complementary skills.

Support one another willingly.

Hold themselves collectively accountable for results.
Trust and support other members.

Offer suggestions and give feedback to other members.

May disagree but work to resolve differences and reach consensus

In short teams create the potential for an o
no increase in inputs.

VVVVVVY VYV

rganization to generate greater outputs with

\ 2
>
+3
Q
=
o
£
3
=
o
a
c
)
o
n
la=]
o]
on
e
<
o
(/]
«<
]
o

Igy through coordinated effort.
> Members put their (abilities, skills and knowledge) to

best use jn roduci
level of performance that is greater than the sum of th 4 dUClng an overall

¢ individua] inputs,
> Teams focus on individual and mutual accountabiljt

produce an outcome (e.g. product, service or decj
contributions , and each member shares responsibilj

).'-that is, they work together to

Sion) that Tépresents thejr joint

ty for that outcome,

> Team members also share a common commitment to pyr
firm at the top or serving customers in the best possible wa
Products better than rivals, etc. ,
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» Teams usually set their goals and choose th

. , € approa i 5
goals without interference from managemen i W o

t.
» The differences between the two concepts may be summarized thus

Box 13.2 Comparing Work Group and Work Teams

A function of what its members
individuals

Team

Performance |Performance includes individual do as
efforts and collective work products
which are the result of joint,
coordinated efforts.

Strong, clearly focused leader | Leader Shared Leadership roles

Individual Accountability Accountability| Individual and mutual accountability

Rins; (efficlentimectings Meetings Encourages open-ended active,
problem-solving meeting

Random and varied Skills Complementary

Neutral (sometime negative) Synergy Positive !

Discusses, decides and Functioning |Discusses, decides and does real

delegates work together

Teamwork has a synergistic effect in that the individuals working together.achieve more
than they could alone. Members share a common purpose which is clear to each team member.
Teamwork, in any case does not just happen, it needs continuous effort. The effort should also
be enjoyable, full and should result in a feeling of personal satisfaction for every team member.
Much of his job is done by the the team leader who makes them realize that team interests are
above personal aspirations. Another feature of the team is that it has a ‘feel’ about it, a sort
teamness. Members exchange feelings, opinions ideas freely discuss openly and try to learn from

each other.

TYPES OF TEAMS

Teams are classified into four. They are as follows:

Problems Sqlving Teams

It is a group of 5 to 10 employees from the sa : ' i y
hours each weekpto discuss and solve quality, cost, ways of improving efficiency and other wor

; meetings, are
related problems. The recommendations of the team, emerging out of suchlrleg:::rthe mstiep °
put forward before management for approval. Problem solving teams norma ymatures problems-
. e . n )
a company’s move toward great employee participation.  AS tRcAcgrats |

solving teams can take the shape of self-directed teams.

me department, who voluntarily meet for a few
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Tros

25

“straight forward ideas may be misinterpreted. - -

ar e . _ba= ~=nnn membErs work together i

» Ensure that all divergent points of views are explicitly recognised and examined acilitate

the building of much trust as possible within the group, so that no one feels that someone
else will try to take advantage of them.

Virtual Teams

IBM began to use virtual teams in ear] 970
y 1970s Current] b M
emplo ini ) y, about one out of three IB
pl yees participate as a member of atleast one virtual team. Members need not be working in

close proximity and may often be geographically dj or cross-nationally
1 ~ S"Ol' - N

video conferencing, on (including wide area networks,

fax, e-mail, etc :
with suppliers or in many cases wi h) Somet-lmes a company may also virtual teams in partnership
y with competitors brains to complet to pull together the best brains

to comple t '
shared ﬁr alfe:egr?m g-r speed a new product to market. Leadership among team members is
epending on the area of expertise required to each stage of the project.

: Vir t"lml ;eams b;' Ing cost effef:tiveness and speed to teamwork where members are unable to
;nct? .eaSl yk'ace-bto- ace. There is the added advantage of objective information sharing and
decision making based on facts. Where members are well trained in the use of computers and are

ablt.'; FO PTU.OQ-?S and interpret data without any emotional considerations, virtual teams may Vield
positive gains. _ “

On the negative side, virtual teams suffer from lack of soci-afra;_ap(-)"rt ’a.nd direét interaction.

. The information exchange may take place speedily but in the absence of direct contact, even

» Careful selection of partners and team members; encourage team members to interact
one to one, without feeling obliged to copy every email message to the entire team;
encourage team members to discuss cultural differences freely.

» Strong management support of the team and its goals; be sure that someone is responsible
for facilitating the communication process.

» Utilization of best communication tools and procedures, better to use a variety of
communication technologies; pay special attention to the quality of the communication
transmission (like low quality voice transmissions, poor video images, etc.).

> Development of trust among all members; to achieve this, it is better to hold an initial
meeting on a face to face basis; whenever possible individual team memb.ers could pay a
visit and meet members who are easily accessible; periodic meetings with members of

inimi ing “ i ind” attitudes.
course minimize the dangers emanating out of site, out of min

> Information sharing; also train team members to match their choice of technology to the

task.

TEAMWORK
utilize their skills to

n ways that
. --mc-ad ta listen and
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Self-managing Teams .
: -skilled workers :
Self-managing teams typically consist of 6 to 15 multi-skilled workers who rotatembs .

produce an entire product or service or at least one complete aspe'(;‘:1 or portion of g Prodyg, .
i ' ' ; se grou
service such as engine assembly, insurance claim processing, etc ; eb g Ps are empo“fered
-to-day basis.
to make the decisions required to manage themselves on a day-to-day

Self-directed teams typically include the following elements:

» The team includes employees with several skills and functions ar'ld the combineq skill
are sufficient to perform a major organizational task. A team may mcluc’e members fyg,
the foundry, machining, grinding fabrication and sales departments, with each Membe,
cross-trained to perform one another’s job.

» The team is given access to resources such as information, equipment, machinery ap4
supplies required to perform the gomplete task.

> The team is empowered with decision-making authority which means that memberg
have the freedom to select new members, solve problems, spend mpn;y,vmonitor results,
adapt to changing conditions and plan for the future. WERES

> It also has a strong commitment to the organisation’s mission, the autonomy needed to
control its own activities, belief in itself and a chance to see directly the impact of jtg
efforts.

Self-directed teams have proved to be effective. Several companies such as Federal Express
and IDS have boosted productivity upto 40 percent by adopting self-directed teams.

o

Cross-functional Teams

It consists of a group of employees from about the same hierarchical level, but from different
work areas who come together to accomplish a task. A task force or a project team comes under

» Work 'to see. ttlzat each member belives that he or she has the opportunity to influence the
goups’s decision making (stake building)

> Try to make sure.: that members’ €Xpectations and personal agendas are brought before
the team and deliberated upon freely (transparency)
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Leagersnip airiu rigiidy i .

| ork of this nature, of ¢q
d constructively to views expressed by others. Team w i S urse, dog
o h You cannot simply expect people to do a great y g Member |, .
not just happen.

group.

High performance teams thus have strong core values. clear performance goals, the right
igh per

mix of skills and creativity. Members in a homogeneous group (W:En ";;;E?;S;:;:l::e inbreSpECt

f age, gender, race, ethnicity experience, etc.) may score better = actions ne dszs —
:Leygf;nd it easy to build social relationship quickly and beg’: '"e‘::;eriences :ul‘:ur:f Work
harmoniously together. Team diversity (in terms of demography, ' $) may

create performance difficulties initially.

TEAM BUILDING

Team building is a broad title for activities designed to construct, develop and S%lstain Eroups
of people who are working together to achieve common goals with a commitment to taking Collective

responsibility. (Watson) The process begins collective efforts.
1. Size: High performing teams tend to be small (generally 5 to 12). Large groups do wot:

|

allow members to develop close understanding and rapport easily.

2. Skills: Members must possess three kinds of skills.

The most important one is the

technical competence, followed by problem solving and interpersonal skills.

3. Role: For a team to be successful over the long run, it must be structured SO as to both

maintain its members social well bein

worth highlighting here.

g and accomplish its task. Two types of roles are

Box 13.3 Roles of Team Member

Task Specialist Role

Socio-economic Role

" People who play the task
specialist role display the following
behaviours.

> Initiation: Purpose new
solutions to team problems.

» Give opinions: Offer opinions on
task solutions; give candid
feedback on others’ suggestions

> Seek informatijon: Ask for task
relevant facts.

» Summarise: Relate various
ideas to the problem at hand;
pull ideas together into a
summary perspective.

> Energizer: Stimulate the team
into action when interest drops.

emotional needs play the following roles:

>

People who support team members'

Encourage: Warm and receptive to
others' ideas; praise and encourage
others to draw forth their
contributions,

Harmonise: Reconcile group conflicts;

help disagreeing parties reach
agreement.

Reduce tension: May tell jokes or in
Other ways draw off emotions when

group atmosphere is tense.

Follow: Go along with the team; agree
to other team members' ideas.

Compromise: will shift own opinions
to maintain tasm lace -
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may even play ar
Somcemb);rs' emzti:nal OICA where the member contributes to both the team’s task and
SUP?O.HS -rne role) are held in ;lee S. Members who do not take an active part (playing a non-
Pamc”’_anv - el e§teem by the team as a whole. Effective teams must have
people in both task specialist and socio-emotiona] role

L Behav?ours‘: Team members must exhibit certain behaviours which help in developing
close ties with others (S.R. Lloyd). These are listed below:

Box 13.4 Team Members: Ground Rules

Speak respectfully to one another and about one another.
Listen without interrupting

Express opinions, feelings openly, honestly

Make 'l statements and not ‘you’ statements.

Ask for help when needed, offer help when possible.

Make commitments seriously and keep them.

Support the team and each other. .

Focus on problems and solutions, ﬁof blame.\and accusations.

VV YV VVV VY

Box 13.5

People related factors
e Personal work satisfaction
e Mutual trust and team spirit

e Good communications
e Low unresolved conflict and power struggle

o Low threat, fail-safe, good job security

Organisation-related factors
e Organizational stability and job security 1..' Innovative ideas

e Involved, interested, supportive management

e Proper rewards and recognition of accomplishments 2. Goal(s) accomplished
3. Adaptable to change

4. High personal/team

commitment
Task-related factors 5. Rated highly by top
¢ Clear objectives, directions, and project plans Management

* Proper technical direction and leadership

o Stable goals and priorities

* Autonomy and professionally challenging work
* Experienced and qualified project/team personnel
* Team involvement and project visibility

Effective team performance

-\-h—__._
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Rewards

Members who
when working collectively than w

esteem in a group setting.

(the tendency of individuals to extenq e

dividually), as stated above, are pg, heldsi ety
M hi

th

indulge in social loafing .
hen working in

Leaders ‘ .
s to a large exten on the ‘soft skills’ exhi

ioni depend
The successful functioning of a team : | pLhc |
by the leader in the frm of communication, conflict resolution, motivation, sharing anq

building. They can be mentioned in the

biled

—

Box 13.6
—

First, the leader should know his own strengths and how those strengths apq

how those strengths can help the entire group.
¢ Second, the leader should share power and informa'lt;igr'nc:'_gr_?ﬂ(grdgt to empower
team members and reach goals. 2 kD
* e Third, team leaders should enable members to find answers for themselves by
asking questions and encouraging balanced participation.

e Fourth, team leaders should coordinate team activities and avoid wasting time
on details that can be better handled through transfer of responsibility to the
team.

e Fifth, leaders should accept the concept of continuous, on-the-job learning.

BUILDING TRUST

The mere presence of a good leader does not guarantee the success of a team automatically
unless members trust the leader. Trust, a belief in the integrity, character or ability of others, is
essential if people are to achieve anything together in the long run.

The primary responsibility of creating trust in the minds of members rests with the leader/
manager. The manager by virtue of his hierarchical advantage has greater access to key information.
Ifthe manager tries to get results through intimidation, members join together incohesive resistance.

Box 13.7 Trust and Effective Group Interaction

Trust : A personal commitment to openness and trust

A willingness to change if necessary.
Information : Full disclosure of relevant information, feelings and opinions
Control : Reliance on self-control rather than procedural control

Confidence that others will perform as agreed
Mutual commitment to success

1. 1‘

1
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Trut is 2 fragile thing and it grows slowly. A thoy
¢ hard work. According to Bartolome, Manage

ars © 1 :
ye Banolome) mentioned in

points (

S Box 13.8

— . pemonstrate that you are working for others’ intere

o Support your work team wholehearted|
must demonstrate your loyalty to the ‘t’éan":"lcir:otuhgeh

o Keep people fully informed about what is qoi
going on. Explai -
Let them know the problems. If you hold back any of ;‘ﬂasgn ymourbdecusionfs.
to suspect your moves and withdraw support. R bty

e Rewards must equal contributions. Lear : ,
people who show performance. N to appreciate and give credit to

¢ In addition to cold facts, you need t share i
your feelings with team members.
Such an interchange of opinions, helps you move closer to your teammates.

¢ If people share their concerns and feelings with you; do not t i
confidence by leaking it to affected parties. DRLMIEG "ot Uy to betray thely

o Learn to guide others through technical competence, team building and
interpersonal skills,

- TEAM DEVELOPMENT

How to create and develop effective teams? The following tips should help managers in
answering this question. (Hayward)

sts as well as your own.

team is under attack, you
your words and actions.

Box 13.9 Team Development

Tips

Create a balanced set of roles.

Develop communication and process awareness.
Diagnose and manage teams.

Understand team preferences.

Define team goal.

Establish review mechanisms. ol
Share leadership and create equality of contribution

Develop facilitation skills for effective meetings.

Confront issues and problems.
. Decision making based on consensus.

—
o

ifferent work preferences must gain entry into teams

Balanced roles: People with d
rather than like minded people-

\4
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ication: Communication should be open, flexib|e and
_ munication: ca
» Opencom

le.
t between peop : ' imi
m;sndung stress: Working with others in close proxi Ity can jige b

i ) 1
Aditionally, we tend to react differently to various work pressures. s"“sr.“
itio ; .

Pable of builg,

» Team choices: These choices must be made explicit. Once the range is known i
' crnaliv

could be ascertained. Support someone from the team says. “[ thin teams o,

principle, but in practive they can be a complete waste of time”. Once 4 res © 8oog j,
¥ R i = 0 ]

this comes out, the team can begin to deal with it. nSe [ikq ]

> Team goals: Teams make sense only when there is a commop
colletive action. Defining the team’s purpose is vital.

» Shared leadership: Teams need different frms of leadershi P at differeny times
the leader and the members must be willing to exchange roles, depeng; + Boty

. N On the sityyy; o
» Facilitation skills: Ensure that team meetings are well organized, allowin g enough .
for all to express their feelings and thoughts properly. T00mgq

goal whicy, fequirg,

» Shake of constraints of the past: A}l relevan{ issues affecting the functionip
team must be discussed, debated and resolved. gofa

> Consensus: Team decisions need to be based on consensus, so that a|
agree with - and be committed to — implementing important decisions.

CASE ON TEAMS AND TEAMWORK
On November 17, 1998, Daimler Benz and Chrysler finalised a $35 bil

I members ¢gp

lion transatlantic merger,

The merger made sense economicall y and provided a number of advantages for both of the previous
companies. Chrysler wanted to improve its image as a maker of luxury automobiles: Daimler

gure out why the Warnjn and Brian Large huddled around a half-built Dodg?

air-conditioner Was working fine Both ng light on the instrument panel was on even though the

MeN were members of the LH car’s “platform team
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